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[INTRODUCTION 


The operational success of juvenile restitution projects is fundamentally 
determined by both the passive and active support generated within the 


juvenile justice system and the community. 


mee 


confidence in the ability of management and staff to achieve this 


purpose. 


—_—-— 


the project purpose. 


Although passive support can provide a framework for building active 
support, there is a much greater need and utility in focusing primarily 
On generating active project support. Active support within the juvenile 
justice system and the community is necessary for assistance and rein- 
forcement in accomplishing the project purpose and its daily operations. 
In addition, this support is fundamental in overcoming project barriers 


and alleviating their effects. 


Section I of this document outlines one method for designing a preliminary 
campaign strategy for building project support. Section II discusses the 
use of media coverage and information dissemination as supplementary 


methods tor building project support. 
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ial in retrieving and transferring information; receiving, 


monitoring, and terminating cases; and, providing a means of interaction 


with other parties in the local juvenile justice system, 


Although the juvenile justice system is by far the premiere target group 
for a support development campaign, there are at least three important 


reasons for generating project support in the wider community) 


° Community Resources: Most restitution projects are designed with 
the implicit requirement of community support in the form of work 
sites and service placements for youth. Some work sites and services 
may be made available outright by private and public organizations. 
However, the majority of placements are obtained only after potential 


work site and service providers are convinced that restitution merits 


their support. 


e Community Confidence: One of the primary results sought in this 


restitution initiative is an increase in community confidence in the 
juvenile justice system. Although this result may occur naturally 
within those individuals directly in contact with the project, 
presumably the total number of such persons will be small relative 

to the community as a whole. Therefore, achieving this result 
requires the cultivation of support among those individuals who might 


not, as a matter of course, come in contact with the project. 


° Community Involvement: Various community elements -- especially 


policy makers, community action groups, youth serving agencies, and 
community leaders -- can directly and indirectly exert influence 
over project operations. Consequently, project managers and staff 


should develop the support of these individuals and organizations. 


The extent to which these elements do exert influence determines 


the level of support building activity to be aimed at each element. 


The above discussion points out the necessity of targeting support building 
efforts towards both the juvenile justice system and the community. Never- 
theless, this approach is not complete enough to identify all major actors 
whose support is essential to project operation. Determining precisely 


which individuals and organizations are essential can be achieved by 


leveloping a local operational flowchart which examines the following: 


. Bas 


. The project's relationship to the court structure; and, 


e The project's use Of support agencies. 


This flowchart method is outlined in the NOSR document Managing Juvenile 
Restitution Projects.'' Such a flowchart highlights two considerations 
relevant to all restitution projects. First, to reiterate a point made 
previously, the support of all major actors in the juvenile justice system 
is the most critical factor in ensuring operational success. Second, this 
flowchart indicates the importance of accurately assessing the cost- 
effectiveness of any generalized attempt to build community support. Aside 
from the influential community elements mentioned previously, much of the 
community may have little impact on a restitution project. This is not to 
say that general community support is of no value to restitution projects. 
On the contrary, raising community knowledge of restitution through broad 
media coverage can help enhance confidence in the juvenile justice system. 
In addition, this coverage provides a sound basis for closer interaction 
between project representatives and various community members (e.g., poten- 


tial work site providers). Moreover, these early efforts to promote public 


iwatT Chne tT1G ASS LV Support can be particulal \ pene! a‘ la LT) the 


event oO liepative medla coverage concerning restituliot! r aspects of 
the restitution project. Nevertheless, developing active support is 

re time and effort consuming process. Given the available methods 
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lestion 2: Is There Existing Support/Opposition For The Project’ 
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natut ‘ff restitution is such that there may be considerable support 
for th neept itself which can be readily converted into support for 
restitution projects. This might be accomplished by clarifying 
the project purpose and methods and/or by disseminating information on 
project operates. However, projects may still encounter resistance 
to implementing restitution. As such, managers and staff should identify 
existing support and opposition to determine the potential impact of these 
attitudes, and the avenues available for constructively responding to 
them. Furthermore, it is important to understand the precise reasons for 
and to respond to both supportive and opposing parties on 
the basi f this knowledge. Two suggested approaches include the formu- 
on of mutually satisfying relationships and the active involvement of 


evant individuals and organizations with the project. 


itisfying Relationships. A particularly effective approach in 


ig@ with either a supportive or opposing audience is to begin by 
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if the benefits they can derive from the project s opera 
this premise serves as the foundation from which to 
vy satisfying relationships with these parties. In such 


the benefits themselves, rather than other factors, aré 


ason for initiating the interaction. Although the reason: 


ng these relationships may change, typically they remain 


as each participant continues to derive sufficient benefits. 


type of relationship with significant individuals or 
° 
in the juvenile justice system and the community requires 


ionship is predicated on clearly recognized benefits for all 


Yre specifically, there are three inajor components in the 


ind maintenance of such relationships. 


must be sensitive to the espoused and actual needs of the 
ties involved. This assessment provides the information 


h to establish the relationship. 


must be flexible in terms of the type and amount of benefits 


r in order to act as a resource to a variety of influential 


must be adaptable in maintaining these relationships to 


or changes in individuals and organizations which occur over 


Active Involvement. Another method of responding to both supportive and 
opposing parties is to engage their support by actively involving them in 


the project's operations. This approach is based on the assumption that 


~ 


a person brought into a group develops a stake in that group's continued 
existence and progress. The person is therefore inclined to devote time 
and resources to the group, and is likely to be more supportive and 
sympathetic to activities which the group undertakes. Procedures for 


successfully utilizing this approach can be summarized into three principles. 


e Individuals and organizations should be identified on the basis of 
a careful consideration of their capabilities and committment regarding 


the given task to which they are assigned. 


. The roles and responsibilities of these parties should be explicitly 
outlined at the point of initial contact with the project. This 
involvement should be of an active and substantive nature, as opposed 


to confining these parties to passive superfluous activities. 


° Whenever possible, attempts should be made by the project manager 
and staff to publicly recognize and credit the participation of 
these parties in the overall restitution effort. This practice 
has the dual effect of maintaining the morale and support of these 
parties while conveying to them that their participation is appreci- 


ated and valued by the project. 


Perhaps the best example of how this approach may be employed is the 
creation of an advisory committee composed of court representatives, 
community decision-makers, and other influential parties. This committee 
can be designed to help promote the project's activities and secure 


resources valuable to project operation. 


Question 3: What Is The Mo.. Appropriate Means Of Developing Support 


Within Key Individuals And 0. ganiza-ions? 


There is usually a "best method" of conveying a given message to a given 
audience. This method depends on the audience's characteristics and the 
type of message involved. Much of the support building activity for 
restitution projects will be aimed at specific individuals and organizations. 
Developing support in such instances is most successfully and often only 
accomplished through close and continuing interaction with the persons 
involved. DPoreover, this interaction must incorporate a flexibility and 
willingness to cooperate in the process of making the restitution project 
operate efficiently. While there are a variety of factors which promote 
such interaction, two factors of primary importance are the project's 


reputation and the stance the project assumes in implementing restitution. 


Project Reputation. This factor reflects the degree to which individuals 


and organizations trust that the project is what it purports and appears 
to be. Establishing a positive project reputation necessitates at least 
minimal success in the implementation of restitution. However, acquiring 
such a reputation also depends on the ability of staff to demonstrate the 
project's credibility and reliability in working with the juvenile justice 
system and the community. While it is difficult to stipulate all the 
factors which lead to project success, the most important determinants of 


project credibility and reliability can be identified. 


e Credibility evolves from the enduring efforts of project personnel 
to maintain open communication with significant parties within the 


juvenile justice system and community. This entails not merely 


informing these parties of the goals, progress, and future of the 
restitution project ona regular basis, but also requires that 
project personnel be forthright in admitting problems and failures 


which impact on these parties. 


. Reliability is the product of a committment by project personnel to 
crcate consistent patterns of interaction with the various elements 
‘ff the juvenile justice system and community. In practice, this 
committment takes the form of ensuring that all project relationships 
with significant parties in the two target groups are clearly iden- 
tified and understood by both participants. Also, wherever possible, 
attempts should be made to work out written and/or verbal agreerents 
which explicitly specify the roles, responsibilities and expecta: 


of each party in the relationship. 


Project Stance. This factor refers to the general demeanor with which a 
project approaches implementing its methods of restitution Adopting a 
non-threatening stance depends almost entirely on the project's efforts 
to eliminate or mitigate the fears and reservations of key parties within 
the juvenile justice system and the community. In addition to applying 
the rationales and recommendations noted throughout this document, there 
are three general principles which are beneficial to the development of 


this posture. 


. Communication channels to the juvenile justice system and community 
must be established and continuously employed to clarify project 


intentions and actions. These procedures effectively minimize rumors 
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ind unfounded criticism which may arise in the absence of continuing 


communication with the juvenile justice system and community. 


+ Project person! should emphasize that the restitution project is 
designed and implemented by local people attempting to solve local 


problems. 


e Project personnel must be careful to limit their intervention into 
the activities of the individuals and organizations with which they 
work, Although it is often difficult to strike the proper balance 
between non-intervention and achieving adequate cooperation and 
accountability from these parties, establishing a non-threatening 
project stance devends on the project's ability to assist these 
parties in performing their jobs more efficiently without doing 


their jobs for them. 


Summary 
ee 


The fundamental determinant of a juvenile restitution project's success 
is the amount of passive and active project support cultivated in the 
juvenile justice system and the community. Generating the support of 
influential individuals and organizations within these two groups is most 
effectively accomplished by employing a well conceived support building 
campaigi strategy. The utility of a given campaign strategy results 
primarily from efforts by project managers and staff to identify these 
influential parties, understand their attitudes concerning restitution 


and the restitution project, and choose the most appropriate means of 
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engaging their support. The objective of such a support building campaign 
is to convince intluential parties in the juvenile justice system and the 
community that the restitution project is a viable and dependable resource 
in dealing with juvenile oftenders. As long as this status is actively 

maintained by project managers and staff, project operational success can 


be achieved ° 


II, 


MEDIA COVERAGE AND INFORMATION DISSEMINATION 


Media coverage and information dissemination are beneficial in raising 
community understanding of restitution and developing passive project 
support. While the cost-effectiveness of these methods must be assessed 
in each situation, they can be focal in enhancing community confidence 
in the juvenile justice system and providing a foundation on which to 


build active project support. 


An important consideration in line with media coverage is the n-cessity 

of identifying relevant media personnel and establishing early and ongoing 
communication with these individuals. Successful utilization of various 
media to build project support requires that media personnel understand 
the concept of restitution and that they be informed concerning the resti- 
tution project. Indeed, public relations experts recommend the use of 
media guides or lists, containing names and positions of relevant media 
personnel, to guarantee that communication with these individuals is 
maintained. These guides are often distributed by local public relations 
associations, and can be produced by examining local media to identify 
appropriate contacts. This liason provides the basis for later media 
accessibility during times when media coverage would benefit the project. 
More importantly, a good relationship with media personnel may help 

ensure objective, accurate, and adequate reporting of problematic project 


circumstances which come to the public's attention. 


With respect to information dissemination, there are a variety of materials 


and data which should be readily available to project managers and staff 
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so as to tacilitate answering requests for intormation. Foremost in 

this range is a basic brochure, which can be used as a general project 
Orientation tool, and as a supplement when included with other more 
specific materials (e.g., news releases). This brochure can be developed 


easily from statt training materials and should contain: 


. The project's name, location, phone number, manager, and contact 
person (if different from the project manager) ; 

° A definition and discussion of restitution as it is being implemented 
by the project, and the benefits resulting from restitution's use 
(e.g., to youth, victims, the community, the juvenile justice system); 

e The project's primary pupose, and the means by which this is to be 
achieved (e.g., general project procedures, subcontractors, and 
work site and service providers); 

e The project's history to date; 

° A list of the project's advisory board members; and, 

° The project's funding sources. 


In addition to this brochure, project managers and staff should be able 


to quickly produce up-to-date statistics reflecting project performance 


(an effective management information system is invaluable in this respect). 


This summary information should include: 


e Number of youths participating (by age, sex, race, educational 


level, offense, and work placement); 
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. Average placement cost per youth; 


e Services provided to youths by the project; 

e Total and average amount of restitution ordered; 

° Total and average amount of restitution made; 

e Average amount of time youths spend in project; 

° Restitution contract completion rates; and, 

e General status of youths who have completed restitution. 


Although requests for information not contained in these two lists will 
arise, a complete project brochure and the above performance data should 


serve as an appropriate response to most requests. 


There is a wide range of media coverage and information dissemination 
mediums available to restitution projects for relatively minimal costs. 


These include, most notably: 


e Distribution of materials; 

° Use of public service air time on the radio and television; 
° News coverage from the print and broadcast media; and, 

° Press conferences and community meetings. 


Although there is nothing cryptic or difficult in employing any of these 
approaches to develop project support, there are some considerations to 


be acdressed in their use. 
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Distribution of Materials 


Brochures, newsletters, posters, graphics, and other similar materials 
produced by or for the restitution project offer a very inexpensive means 
of communicating ideas to the general community. These materials may be 
distributed on a fairly random schedule (e.g., as handouts, mailers, and 
pin-ups), or may be used in conjunction with more specific items and 
presentations (e.g., as supplementary information for press releases, 
press conferences, and community meetings). Despite the fact that the 
exact demands for materials by different restitution projects will vary, 
there are several guidelines which apply to all such materials. First, 
these materials must be visually appealing in addition to being informa- 
tive. This is particularly essential for materials like posters and 
bumper stickers, which by their nature are somewhat restricted in the 
amount of information they can convey. Second, the originals, or readily 
reproducible copies of all materials should be kept on file along with 
the names of individuals and firms responsible for their production. 
Finally, materials designed primarily for general distribution without 
any supplementary information should have the restitution project's name, 
address, phone number, and contact person to provide interested individuals 


the opportunity to reach the project for further information. 


Public Service Air Time 


The Federal Communications Commission (FCC) regulations for licensing of 
radio and television stations mandate that commercially operating stations 


estimate in their original and subsequent license applications the amount 
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of air cime to be designated for community programming. Generally, 
stations set aside thirty percent of their "spot" broadcasting time for 
public service programming, but the arrangement of this time varies. 

In the case of Community Antenna Television (CATV or cable TV) the actual 
amount of community based programming is typically much higher than this 
percentage. Although it is not always possible to predict if and when a 
given public service spot or program will be aired, the availability of 
this time to restitution projects effectively translates into the petential 
to inform and generate support within scores of individuals who might 


otherwise have had no knowledge of the restitution project. 


Obviously, there is a limit to the information which can be communicated 

in a thirty to sixty second radio or television spot. However, if the 

spot is well designed and used in conjunction with other support building 
efforts, it can be a valuable component to the overall! campaign. Concerning 
the production of radio and television spots, some stations permit access 
to their facilities to prepare good audio and/or video tapes. While there 
are costs involved in the production of these materials, many communities 
have advertising councils composed of area agencies willing to donate their 
public relations skills to community service organizations. Furthermore, 
it may be possible to solicit assistance from qualified persons in the 
field (both professional and non-professional) on an informal basis. In 
any event, it is important to contact radio and television stations prior 
to producing any materials to determine if there is a need for a spot 
concerning restitution, and if there is a possibility of securing time 


on station shows featuring interviews, panel discussions, or community 
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service resentations. Initial contact should be by a letter to the 
tation’s director of public service programming, followed by a phone 
call to establish a time to meet with station personnel and discuss 


alternatives. 


(Note: The print media also provide public service slots in the form of 
insold ad space. Projects should contact the advertising editors of local 
newspapers and trade publications in the field of corrections and juvenile 
justice to assess the possibility of utilizing these options to develop 


project support.) 


News coverage from the print and broadcasting media offer a more expanded 
Opportunity to communicate with the general public. The primary means of 
obtaining news coverage involve press releases, ‘eature articles, 


editorials and op ed articles, and letters t ne editor. 


Press Releases. Press releases are employed solely in connection with 


solid news topics, and typically serve to: 


e Make a statement concerning an issue or recent news development; 
° Supply background materials for a late-breaking story; and/or; 
e Announce a future event and invite media personnel to attend. 


When writing a press release, it is valuable to think in terms of what 


information will be of interest to the media, rather than only what is 
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of interest to the restitution project. Use of the standard press release 
format outlined below increases the topic's comprehensibility thereby 
increasing the chance that media personnel will read and act on the infor- 


mation contained in the release. 


FROM : (Project name, address) FOR RELEASE: (Date, and time, if 
appropriate) 


CONTACT: (Appropriate staff name, office phone & home phone) 


——— ee ~~ — -—-—— ee —_—— ee ne eee ee 


Body of Release: 


-30- or #####tt (Either of these sign:; indicates the end of the release.) 


The body of the press release should be idented five spaces and double 


spaced with one and a half inch margins. Releases which are longer than 


one page should have '=-more-" at the bottom of each page (except the 

final one) and should have a shortened version of the headline underlined 
at the top of each page. The "whe, what, where, when, and why" of the 
topic should be identified in the lead paragraph to convince the reporter 
and editor that the story should be covered. Subsequent paragraphs should 
expand these itens. Throughout the release, short concise sentences in 
the active voice should be used. Finally, the closing statement or para- 


graph of the release should be a semi-standard comment including the 


restitution project's name and a brief indication of the project's purpose. 


Aside from the general format, there are some additional guidelines for 


the use of press releases: 
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° The release should always be sent with a project brochure, or other 
pertinent materials containing supplementary information on the 


project; 


e Releases should be mailed to all relevant media personnel, the oniy 
exception being that no two individuals in the same newspaper, trade 
publication, or broadcast station should receive it (thus avoiding 
coverage controversies among media staff of larger print or broadcast 


firms); 


° Releases should be mailed out so as to arrive between three and five 
days prior to their release date; in the case of phoned in releases, 
calls should be made with approximately five to seven hours lead 


time, with morning events being called in the previous afternoon; 


° All releases should be followed-up by phone calls to persons who 
have received the release to assess its impact and provide further 


information; and, 


° Press releases to trade publications in the corrections and juvenile 
justice fields can usually contain less solid news due to the assumed 


interest of media personnel in these fields. 


Feature Stories, Editorials, and Op Ed Articles. Feature stories are 


more extensive and somewhat less "hard" news pieces designed to inform 
the public and hopefully increase community support for the concept of 
restitution and the restitution project. Typically, feature stories 


are developed by print or broadcast media personnel working in conjunction 
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with the restitution project (although it is sometimes possible to place 

a feature story produced by project representatives with a particular 
print or broadcast firm). Similarly, projects have little direct control 
over editorials or op ed articles (pieces appearing opposite the editorial 
page in newspapers). However, by keeping media personnel informed and 

by judiciously choosing times to suggest the appropriateness of features 
or editorial stands on restitution, projects can often indirectly affect 
the appearance of these pieces. Once again, trade publications in the 
field may be more responsive to these influences from project representa- 
tives. The key to obtaining this media coverage is developing strong 
relationships with media personnel and having project concepts, procedures, 
and/or results worth promoting. Attempts to secure such coverage in the 
absence of these components will yield unsuccessful outcomes at best and 


may lead to negative media coverage. 


Letters to the Editor. Well written concise letters to the editors of 


various print media firms provide another opportunity to communicate with 
the public at large. Letters to the editor may also serve to stimulate 
media interest in doing feature stories, editorials, or op ed articles on 
the restitution project. While letters under the signature of recognized 
community, juvenile justice system, and advisory committee members can be 
particularly successful in both being published and influencing public 
opinion, any letter to the editor from a source supporting restitution 


assists the overall campaign effort. 


In the event of positive media coverage, consideration should be 


given to producing inexpensive reprints for distribution to relevant 
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individuals and organizations who may benefit from seeing this media 
recognition of the restitution project. These reprints can often be 
obtained at minimal cost from the media source which originally published 
the article. 


Press Conterences and Community Meetings 


Press conferences should be scheduled only under circumstances in which 


the restitution project has a tremendously newsworthy topic, the signifi- 


cance of which cannot be adequately conveyed in a press release or through 
a less formal communication with media personnel. Moreover, press confer- 
ences require the direction of speakers who are sufficiently well known 

to draw media attendence. These speakers must be articulate and experienced 
enough to communicate effectively in a press conference situation. In 
many cases, a number of speakers will be necessary to guarantee these 
conditions, but more than three speakers typically creates a degree of 
confusion which undermines the conference's flow. The number and types 

of speakers chosen to lead the press conference follows at least in part 
from the topic of the conference. Whenever possible, good quality visual 
materials (e.g., slide shows, charts) should be used to supplement the 
speakers’ discussion. There are several important considerations in 


planning a press conference. 


e Location. Conferences should be conveniently located for the press 
and participants, and if possible should have some direct relevance 


to the topic of discussion. 
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Timing. Conferences should be scheduled so as to maximize the 
possibility of broad media coverage and reporting. Mondays are 
often slow news days and may be a good time to announce a smaller 
news story. Conversely, Fridays are a poor choice for press 
conferences because Saturday newspaper readership is low. The 
actual time of day for the conference slould be determined by the 
release hour of local papers -- conferences intended to be reported 
in a morning paper should be held late on the previous afternoon 
and those to appear in afternoon papers should be held early in 

the morning. Press conferences scheduled in the late morning or 
early afternoon hours have the best chance of making the 6:00PM news 
broadcasts. Finally, press conferences should be scheduled around 


any major events in the community to avoid coverage conflicts. 


Announcing the Conference. Upcoming press conferences should be 


announced using press releases which convey "who, what, where, when, 
and why’ to stimulate media interest (and provide printable material 
if the conference cannot be covered) without completely disclosing 
the information to be discussed at the conference. Include synopses 
of any documents being released at the conference to offer media 


personnel the opportunity to ask pertinent questions. 


Preparation and Procedure. If the topic or speakers involved in the 


press conference seem to merit more indepth coverage than will be 
provided by the press conference, it may be worthwhile to contact a 
few reporters to gauge their interest in arranging an interview with 


one Or more of the participants after the conference. Regardless of 
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this possibility, all arrangements for the press conference should 
be completed several hours before the press conference begins. 
Make sure there are sufficient electrical outlets for television 
lights and that someone is on hand to let camera news in prior to 
the event. Finally, all reporters should be asked to sign in on 


arrival to provide the opportunity for accurate follow-up procedures. 


° Follow-up. Project personnel should monitor the various print and 


broadcast media after a press conference to judge the extent and 
quality of coverage. Good coverage which is sufficiently detailed 
deserves a letter of thanks from the appropriate project person. 

In addition, it may be beneficial to identify consistently supportive 
media personnel to establish a stronger and closer relationship with 
these individuals. Negative coverage may require some form of 
project response, but only to clarify any misconceptions or mistakes 
in reporting. Rarely is there a need for, or value in a full-blown 
rebuttal or outraged response by project managers or staff to media 


coverage. 


In virtually all respects, the above considerations relevant to press 
conferences are applicable to community meetings. One significant variation 
is that whereas press conferences require a tremendously newsworthy topic, 
community meetings require a topic which at first glance will stimulate 

the potential audience's interest and on further examination during the 
meeting will continue to stimulate and maintain this interest. While there 
may not be much variation between these two conditions, there probably 


is more flexibility in choosing topics for community meetings. A second 
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variation which requires amplification is the necessity of being sensitive 
to differences between various groups in the community and the need to 
tailor presentations to each audience. For instance, a presentation to 
potential work site providers might focus primarily on the employment 
aspects of restitution, while a presentation to potential service providers 
might focus on the rehabilitation aspects of restitution. Conversely, 

to a certain extent it is valuable to choose audiences with particular 
characteristics when planning some community meetings. For example, a 
general discussion of restitution will probably be well received by local 
Parent-Teacher Associations as they have an explicit vested interest in 


youth. 


[In any case, the primary considerations in planning press conferences 
and community meetings are that the topic of discussion is of genuine 
interest to the audience and that the speakers involved are effective 


in these circumstances 


Beyond these lower budget approaches to generating support for restitution 
projects there are many alternative approaches involving greater invest- 
ments of time and money. Examples of these methods include producing 

high budget audio-visual materials, CATV discussion programs, and more 
extensive publications. As the cost of producing any materials increases, 
the necessity of accurately assessing the cost-effectiveness of these 
materials also increases. In addition, distribution plans for these 

items must be confirmed prior to committing any funds to production. If 
developing these higher budget materials is still appealing following such 
an assessment, professional assistance should be solicited for the planning 


and production of these materials. 
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